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HEMCHARDUM POR:  Director of Central Intelligence

SUBJECT t Inspectlon of the Perscnnel Office

1, THE PROBLEM

To inspect the Fersonncl Office to determine its efficiency,
and to examine the relationships between the Farsonnel 2ffice and ~ther
offices of the Agency in handling personnel probleus.

IT. DISCUBSION

A. Hethod of Inspestion: This inspsction was conducted
personally by the undersigned. 1he Director of Personnel was reguested
to have sach of hig Staff and Uivision Chiefs mske a presentation deserib-
ing the organisation and funeti-ns of his unit and iadicating the
principal problems confronting him. Each office of the Agency {(inciuding
/P Staffe and foreign Divisions) was asked to comment on the services
renderad by the Persorms)l "ffice and to indlcate the number of individuals
in the office engaged in personnel work. (See Annex I.) The Personnel
“ffice was asked to make ar independent survey of personnel positisne
orgenizsationally located cutside the Personnel Office. (See Annex T11.)
The Agency regulations | |were 25X1A
studisd for appropriateness and completeness. (oee Annex [Il.) rersonnel
Jffice forms and standard fomms shown to, or completed by, applica:ts and
individuals entering on duty were reviewed. (Sse Amnex IV.)} 4 review
was made of the information and instruction materials used in the direction
of specialized recrultment (Annex V), of samples of correspondence to
applicants and individuals in procese for entrance on duty {Annex ¥I), and
of the tests regularly used im comnnectlon with selection and placement
activities of the “ersonnel Nffice (Annex VII). The undersigned utiliszed
his perscnal experience and knowledge of the Agency Career Service Prorras
ae & basis for comments and recommendations in that regard. In additian,
numerous discussions were held with & great number of individuals ‘n the
Apency of all grades; on personnel matters; and cases from the files of
the Inspector ueneral's 1Pfice were utilized.

In making this inspection several important consideratiorns were
borre in mind:

1. Trained personnel are this Agency's most valusblc aaset,
4 clandestine oparation can be destroyed overnight as the result
of any one of many circumetances beyend our contrel, bul the
avallability of trained operastors who can re-create such a
network is= all important. &imilarly, & research analyst who is
an export on an area or subject and who is trained in the handling
of intelligence information i® a2 valuable assat and difficult to
Teplace,
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2. In order to preserve this valusble amset, it is important
that CIA have sound personnel policies implemented by an efficisnt

25X1A

Parsonne)l Office, and an effactive Career Service Program. While
admittedly other factors are involved, it is nevertheless apparent
that personnel mapagement ir more then a little to blame for the

25X9A2

25X9A2
25X9A2
25X9A2

25X1A

25X9

loss p?f the[;;;;employues who were terminated between 1 January
and 30 June I553. The security factor should slso be noted in

this regard, as 737 of those separated worked for the Agency for

two years or less, LOf for one year or less and 237 for lese than
seven months. Of course, it should be noted that [ | or ©5,97 25X1A
of those leaving were grades 38-1 through GS5-6.

3. Inasmuch as one of the most frequent questions on
administrative matters ssked by the Pureau of the Budget and
Congressional Appropriations Committees concerns the number of
personnal officers on duty, it is important that this Agency
be as close as possible to the rest of the Pederal Lovernrment,
taking into consideration, of course, that in many respeels our
personnel nroblems are quite different from those of other
departments or agencies of the Pederal Sovernment.

i+ Tt ie necessary that there be clear-cut delineation
between the responsibilities of the Personnel Office and those
of the operating offices in personnel matters,

o Organization: At the start of this inspection the Personnel
“ffice was organized into six divisions and four staffs., GBefore the
completion of the survey, the Office was reorgenised into six divisions
and two staffs. This reorganization was in the nature of combining and
centralizing certain of the functions and should result in an improvement
of the ssrvices rendered by the Office.
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Following are the organimstional componente of the Perscnnel

il. The Office of the Assistant Dlirector for lersonnel
has a T/0 ofl__| including the Personnel Tirector and hls staff.
The position of 4ssistant iirector for Persommel is currently
vacant. The Personnel ffice has undoubtedly suffered from
the rapld turnover in its Assistant Director positisne—-four

in two yeara (Mr.| |
Colonel ‘atthew laird, and Teneral] t  The 25X1A9A

j'tlmtmt Jirector for Personnel 15 charged with implemcnting

the personnsel policles of the Agency, The Personnel Director
is responsible for the operations of the Personmel Off{ce,

2. Mans, Research and Development Staff has a 7/ of

on duty. The functions of this Staff are:

Tesestaflf support and advice to the issistant DMirector for
Perscnnel and other Agency officials on all phases of personnel
manarcement including the CIA Career Service Prograni formulates
recom:endati-ns of personnel policies, regulations and standards;
develope and coordinates legislative, budgetary, procedural and
reporting requirements; surveys, reviews and reports on zll
phases of the personnel program; performs secreiariat and certain
administrative services for the CIA Career Service Soard and

ite panels and special boards, and certain aduinistrative
serviceg for component Career Service Boards; plans and conducts
research on Agency personnel management problems; plans,

develops and conducts studies of Personnsl 0ffice objectives,
organization, steffing, operating procedures and special
management projects; maintains statistica) records and prepares
statistical reports as requiredj performs miscellaneous operat-
ing activities as are designated by the Personnel Director.M

3. Special Contracting, Allowances and Frocessing ‘taff
has & TSPl Ter ey and e T e ae,
functions of this Staff are: ".,.recommerding policy standards
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governing igency contracts for psrsonal services and certsin

other special contracte required in support of covert opera-

tiomss drafting and preparing such contracts in cooperation

with the Uffice of the General Counsel; establishing special
allowances and differentials which may be granted in lieu of
standardized allowances and differentisls; and being the

central office of record of the Agency fer all such contracts,
allowances and differentialas and reviewing such docurents
periodically, making changes sa may be desirable or reguired

by loeal conditions; and the complete pracessing of 51l 25X9
personnel actions involving staff agents,”

F-YAVI_NW_N

[ ]

25X9A2 -

290X9A2
e Personnsl Procurement Division has a T/0 of[ Jwith
25X9A2  [Jon duty and two In prooess, The functions of this Hvision
are: ",..persomnel procurement services including plamning,
coordinsting and directing programs for developing, loceting
and drawing upon sourves of personnel to keep the Agency
adeguately staffed; perticipates in the developuent of
over-all sersonmel policies, procedures, standards and regu-
iations; maintains effective relationships with other
componants of the Personnel Office and operating officials
t be continually informed of current and anticipated
personnel requirements and of eurrent requisitions for
personnsl " '

This livision covered approximstely 140 high schools
during the past year in its ssarch for cleriesl a&:plicants,
25X1X6 In addition, thers are| | and
universities looking for gualified caraer professionais.
iecrulters also operate in collsge areas in search of
qualified praduate students, translators and langusge
specialists. The Livision msintains interviewers in torth
Building who screen individuals making application im serson. 25X1A

nee & yesr this Division ham ment weer ttame

iEM cards are malntained on all applicents. These
cards number about 110,000 of which about 10% are qualified
applicanta.
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The Division has recuisitions to 11l more than mé@é@é‘ﬁ
vacancies. Althouzh as of June 1553 there were[  |clerical applie
cants being procssaed, 1t is not anticipated that all vacancies
will be filled inssmueh as 357 are lest in progessing, and there
is a eontimual attrition of clerical personnel.

There are 00 formelised requisitions for professional
persomnel at the present timo-ethree from the DD/P avea, 13 from
DD/1, and 1 from DD/A.

- . 25X9A2

5, Plapement and Utilisation Divieion has a T/0 of [Jwith
[] on duty and fon Pro The Tunctions of this Division
are: "se.initial nergommel selection and in-gervice assi mmont;
participates in the development of over-all persomnel policies,
procedures, standards and regulationsy assists and advises
operating officials ooncerning persomnel vtilipation and develape
meant ineluding assignment, rotation, evaluatlion and promotion;
reviews and aporoves persomncl actlons in conformance with Agency
policios and regulationsy codes applicant files for which there
axists no immediate requirement.” '

25X9A2

6, P - and Reoords Division has a 7/0 of [ Jwith
25X9A2 [[Jen eiu%’y % é i‘m IToceas. The tunctions of the Division

25X9A2
25X9A2

aret ".,.processing officinl personnel actions and maintelining
official records of Agengy persomnel activities including
personnel actions, correspandence, applicant and employoe filess
participates in the development of over-all personnel policiss,
precedures, standards and regulationsy alse responsgible for
processing personnel for overseas assigmment and on return from
such agsi rment.”

n has a T/0 ﬁfl:l&%gngz

on dutys i Ly over the 7/0 are trainees. (lassi-
fication has & high turnover with individuels going to other
parsonnel=type jobs in the Azency.) The function of this Division
im ".,,position classificetion and wage administrationy partl-
cipates in the develaopment of over-all persormel policles, '
procedures, standards and resulations, allocates Agenty and
Hational Seourity Council positions, develops classifieation
standards and gqualification requirements, psrforms wage administra-
tien activities rovernin all departmental and field positions;
and provides evaluation serviees and guidange pertaining to
salarics of various Associate Personnel.®

‘ Organizational chan;es have been 8o extensgive in ithe past
threo veara that job sudits by this Division have not been comw
pleted for all jobs in the ipanay. Under DD/A all offices lave
heen covered except Logisticsy two Divisions of OSI have been
sarveyed; OIR is now beins covered, and all other BI/I offices
are corpisted; while under "D/P the Registry, 7S5 end some of iue
Avea Divisions have hHeen covered. Classification advises on
administrative plans for covert proprietary projecis.
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8. #Hilitary Personnel Iivision has a T/ of [ |military
25X9A2 and one civilian). Aotwally there are[ —Imilitsry on duty in the

Division but this number is being reduced to[ | The functions SHOX9A2
this Division are: *...providing service in the procurement,
agsaigmment, adninistration and diseposition of military personnel
detailed to the Agency from military cepartments of the Departaent

of lefense; participates in the development of over-all personnel
policies, procedures, standavde and regulations; conducts necessary
liaison with sppropriate components of the Department of Tefenee;

and prepsres and maintains the neceasary records pertainins to

¥ilitary personnel .

The problem in handling militsry personnel in the Agency,
in its =implest terms, is ons of irmsuring that they are properly
plaeced and receive the same considerations ms they would 37 aew}ng
with theliy parent gervice. Tt should be noted thal the fgemey 7/0

25X9A2 calls for some | |military (of which about [ ]are on cuty) ofOX9A2

which sbout helf are Army and a quarter each Alr ¥Force and Havy.
As of 1 July 1953, by sgreement with the Nepartment of Defense,
CTA comuenced reimbursing the services for azll of ficer persommel
used in mon-paramilitary duties. Inasmuch as only about one-fourth
of the military parsomnel are uced in paramilitary duties, it ie

25X9A2 the estimate of the Personnel Office thzt this could cost the
Agency as rmuch as[_  |a year if all military slots were
filled., However, there has been a greduasl cutbsck in the demand
for officers by the warious unlts. This Division policeas the
demand for military personnel and attempts to insure that the job
actuelly requires military personnel.

25X9A2

9. Xmplcyee Service:r “ivieion has a /O of [ Jon
duty. The functicns of this Mviaion sres ",..providing a compre-
hensive persemmel relations and services progrem) participates in
the devslopment of over-all personnel policies, procedures,
standards and regulations; provides pasrsonnel counseliny, housing,
welfare and financisl services and operates a comprahensive
insurance program for lgency porsonnel.”

Ce Recruiting - Personnel Proguremeni: The moet widely heard
complaint heard throughout the Agency is that the recruitment of clericsl
25X9A2 nepsonnel s nelther sdequate nor timely, This is significant because of
the field recruitment staff, | | (as of ¢ June 1953) were
engeged in recruiting clericsl personnel.

4 review of the precceduresz used by the Personnel ffice in
regruiting clerical personnel indicates thst they are going sbout ikis in
& mound and systematic manner. High schools and secretarial schocls are
heing systematically canvassed, Dub the length of time for clearances,
plus the definite lack of attrzections in Washington for single pgiris,
hag made 1t imposeible for the Personnel Office ever to catch up with
the /Agency demand for c¢lerical personnel.

25X9A2

Aa of 9 Jnna 19"3, t.hcrc were about [ |clerical vacancies in

the Apency 6p g to fil]l these vacancies, Hecmuse of
Approve d F02 Q) ﬂ\sf 2002/0 /26 : CIA RDP78-04718A000700150005-5
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the 35% loas of im-process ap-licants, and the normal atirition of clerical
personnel--which averaged 50 a month for the first six monthr of 1953=-
thig will not solve the problem.

There has been some trouble created in the Agency by incorrect
statemente of recrulters. This is perticularly trus concerning statements
made about the possibilities of ovsrseas assigrments--ino many clerical
employees have been brought in with the hope of an early overseas cssign-
ment, Also, girls with college degrees have been recruited for clerical
assignments apparently in the belief that advancement to professional
aasi grment would be both possible and rapid, which i3 not the cese.
*urther, there has been insufficiert effort by the recruiters to de lamor-
ize the Agency so that the clerical recruit ic properly condlitioned for
work generszlly just as commonplace as thal In any other govarnment ‘pency,
except that it happens to be in CTA,

The Persenncl Office has faken steps to correct mis-stalsments
by recrulters. Another advance has been in the development of statements
for applicante to resd and sign indicating that they undsrstend the cone
ditions under which they are being considersd for employment by the CIA.

Hecruitment of personnel to assume positions under cover
overseas 1is not natiafactory. "0~ failure in this respect is not ex-
clusively one of the Personncl Office, but is Agency-wide. Beiter pro-
cedures should be worked out between the Perscnnel 0Office, the Security
Office and the cperating of Pices. Actually, a lzrge proportion of the
responsibility for the fallure in this respect musi be assumed by the
operating offices wihich too often do not hava a career plan worked out
for an individuzl prior to recrultment. The result is thet sn individuel
may be ldentified with CIA prior to ever enterins on duty and thus
Jeopardize all {ulure cover assignments.

Une of the problems which has arisen as 3z result of poor
recruiting technliques has been a tco rapid ternover of personnel,
particularly in the clerical ranks. 7Tt would apoear that the priscipal
cauee of thisz has heen failure to correctly ascertain the intentions
of applicarts regarding how long they expected to stay with the igency.
it should be recognized, of course, that applicante, especlally fersles,
nay not he willing to state their long-term intentione when matrimony
and motherhood are among the conriderstions. It is also true that the
oressure from within to fill the clerical shortages may have pushed the
recruiters into accepting indivicduals who otherwice should hawve been
exeluded.

It iz obvioualy to the adventage of the Agency to recruit
only individuals who ‘ndicate an intention of remainirg several ysars
at loast,

It is believed that there is considerable room for improvement
ir the method of rejectinr applicante who for one reason or snother are
not employed by the Agency. This should be exclusively a function of the
ferponnel Nfflce. In the past, several components--operating, security
and porsonnel--have become inwolved in cases of rejections of applicants,
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Bse Procass : The major weakness in this area is not exclusively
a fault of the Personnel Office. The handling of personnel folders is very
poor and exposes the Apency to possible criticism. At the present time
there are folders on personnel maintained not only by the Personnel Office
but also by Offices, Diviaions and Franches. Further, there is inadequate
cortrol over the foliers released by the Personnel Nffice with the result
that these folders are seen by unsuthorized individuals and kept cut for
unwarranted pariods of time. There are even indications that iters may
be removed from folders. This whole procedure noi only is inefficient
but eliminates any confidential aspect of the personnel folders.

In addition, there 1s no standard system for maintainine the
personnsl folders with the result that it is difficult and time-consuming
for & supervisor to review a file, "ot only should the folders be
properly and uniformly orgenized, but the folders should contaln 211 data
pertaining to the individual's personslity tralts, competence and -uali-
flieations., A supervizor will search in vain for these itéms in most
personnel folders, It has been the experience of this ffice in reviewing
Personne!l files that very few c-ntain the Perscnal History “Statement, and
only ore has conta‘ned the Personnel Jualifications [uestionnaire which
was completed by all persanel on duty ss of (approximetely) August 1952,
Both of these forasm contein mueh of this data and would be very helpful.

There are some evidences of delasy in processing applicants,
This is apparent in: getting recruitment reguests tc the Personnel Pro-
rurement Divisiony acting on epplicants once their papers have besn
received; between the Personpel Nffice and the Security ffice both on
submission end completion of security checks; between the rersonnel Nffice
and the obteining office in entering sn employee con duty.

Tt is possible that most of the delays in processing are not
the result of a poor system, but rather are from overburdening the
machinery. How that the Agency has reached its full growth~-at least
for the present--the system should work swiftly and smoothly if manned
by ccnselentions and competent personnel. It is the duty of the head of
the Office of Personnel to see that 1t is eo manned,

4 epecific criticiem alsc indicates that employwes entering
on duly are not sufficlently apprised in advance of what to expect with
regard to such matters as transportation of dependents, per diem during
training and when they can gzo oversess.

The misinformation given to applicanis and persons entering
on duty has been largely corrected by action taken by the Personnel -ffice
in briefing its recruiters and in preparing forme to be signed by appli-
cants before processing. JNrrors of this nature still ogcur, howeyer,
through incorrect statements made by supervisors and others ocuteide the
Pergontiel "Tfige who interview applicants. This can be corrected by
adhérerice to the Agency Fé@ulatione on the part of the supervisors and
cloeer supsrvigion of these interviews by Personnel officars.

- 8 -
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There is also evidence that on sccasion enployeers report o
their of fices without the office belng aware of the extent of the on=-duty
preceseiog such ap: degree of security clearance, polypraph test, medical
clearances, stc.

Personne] menagemsnt =180 commences during the proces-ing of
enployees entering on duty. It irx stated thet the processing is =0
imparsoral as to start the emnloyee in the Agency with an unfavoredle

- {mpression,

25X1A ' The | |is criticized on the besis that
it 12 rot sufficlently familiar with all of the details of foreign travel.

Fe Pla t: The most scricus placement problem is with clerical
personnel. There %a conziderable objection to the policy of not permitting
offices to interview clerical employees before assignment., It is advanced
that there would be & lower rate of turnover of clerical employeas if the
acquiring office was permitted to interview the ewployee in advance and
explain the type of work, working conditions, promotion posaibilities, ete.

There is & question as to the value of the folles-up inter-
views conducted by the Personnel Office to determine whether an employee
hag been correctly placed. Tt is surgasted that these might be better
performed by the office caoncerned.

The placement officers are not sufficiently familiar with the
Job qualifiecations required for open positions in their area. In addi=-
tion, placement officers should know the views of the supervisor concerned
on the type of individual desired.

¥, Classification: The igency classification problem is one that
varies widely., There Ls no major classification problem in basic research
offices, but tha classification problem will increase proportionately as
the functions of the office deviate from the normal governnant patiern,
Thus, the completely clandestine offices are faced with the mogt diffieult
clagssification pwblem,

There has becen constant frictiorn in the Agency over the classi-
fication system. On the one hand, the Personnel “fice has bsen adhering
ng ¢losely ae possible to the standards of the Classification Acts. This
has been in zccordance with the Agency's simounced policy of adhering to
Civil Service standards where possible. On ths other hard, some offices
would prefer a classification mystem more flexible than that rermitied
under the Civil “ervice standards,

fia  Personnel “avagement:

25X1X8 1. Attitude toward personnel: The impersonal treatment of
both applieants and employses by the Personnel Office ig ore of
its grestest weainesses. Obvicuely, thers have been many
instences when this has not been true, but a glance at the rfice

- 4}
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comments {imex I) will indicate that thias failing is the -ne most
often mentioned. T.e belief is that in an Agency as specialized
and important as the CTA there should be & large degree of
persomalised handling of personnel. This should extend thivugh
every phase of employee-Agency relationship from applicatin
through placement, training, promotion, transfer, etc., to termina-
tion by resignation or retlre-ent,

There is much room for improvement in the handling of
personnel appeals,

a, Avpeals for reassignment zhould be given sdeqguate
eara and attention to insure thet the employee fesls his
case nas bean handled to the best ablility of the Agency.
Tf the reassigmeent is effected the employee is usually
satisfied, but there should be prompt follow=-up (60-90
days) to insure that both employee and supervisor are
satisfied, If reassisnment is not effected, the enployee

o should feel that a thorough canves has been made and that

A there are no job opsnings for which he is qualified. He

v should also feel that if a job opening matarislizes he
#111 be consldered and should understand his priority for
consideration,

25X1X8 be Appeals for financlal assistsnce have never bsen

- handled satisfactorily from a personnel management view=-
~ point, This Is not exclueively ithe fault of the Personnel
Offlce, although it ehould have takxen a more aggressive
attitude towerd correcting this weaknsss. Part of the
fault lay in the system. In some instances hardship
cases went to the Compiroller {in hie role ae head of the
Credit Union); in other instances to the General Counsel
who was asked to search for a lagal nmethod of assirtance;
and probably inm most instances hardehip cases were stopped
by low-level supervisors who felt the Agency would be of
no aseistance. The establishment of 2 welfare foundation
to aid employees will assist in solving most legitimate
tardship cases,

c. Appeals to the Buresu of Employees' Coupensation
have been handled with & lsck of backgrouns and imz:ination.
In Tairness it probably could also be said that the ¥
4 does not take a very forwarde-looking attitude on most
cases, certainly nothing comparable to what would be taken
by private industry.

d. The vedical " 'flce alsoc plays a part in the Agency's
personnel management. In accordance with the policy of
rreventative medicine {i.,e., helping to mainiain the good
health of Agency employses znd cutting down on absenteeism
due 4o sick leave), the Mediesl Office offers clinical
agslstance to employess hurt or taken 111 while on duty,
Generally speaking, the reaction to the service rerdered
Approved For Release 2002/06/26 : CIiAdRDP78-04718A000700150005-5
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by the Medical 2ffior ie in direct propertion to the grade
of the amployee--the hiphor lewsl getiing prompt, courtecus

s treatment, the lowsr level less so. Ubviously, impartial

. treatmert should be the rule ag well as an effort to

encourage employees to take their legliimmte aches and
pains to ths Hedical "ffice. Complete confidence in the
Medical iffice irx not only a Dundamental part of good
personne) menagerent, but will bulld morale and promote
work efficlancy.

e. Very few supervisors, from Eranch level up,
: yﬁwlppvtciate the importsnce of personnel management, This
v i~ is reflacted in thelr sttitude teward the personnel in

7y - thelr units and i= further indicated by the volume of

personnel relatiorns cases reaching the Perszornel (7fice and
the Tnespecthr Caneral.

2, Promotionst Theres is definite nesed for an over-all Apgency
policy on promotions which at the same time will provide sufficient
flexihilitv to =1low repid promction based on marit and yet will be
sufficiently standerdized so that 211 offices are operating on the
same hezis, The Verponnel 3fice ie currently working on such a
repulstion,

In formuleting 8 new premotion policy due consideration
IhouldAQg_zixnnwzg.gggggt1§;vemgrqgggign34 with =n establicshed

celling on the Apency, the freedom in sromotione allowed by larpge
unfilled T/0s is gone, TFurther, as 2gency personnel practice
improves and the Carser “ervice Program is developed, the turn-
over of versmnel, particuylar’i; in the higher grades, should
lempen, Consequently, there wiil bs feweér and fewer promotion
possibilities open as more and more of the higher T7/0 slots are
filled, To prevent all hisher T/0 slots from being filled, to
insure the continuance of the essentlal policy of promoting from
within wherever possible, ard tc zuarantee that morale is not
adversely affected by & fecling that promotion possibilities are
limited, full consideration should be given to a competitiie
promotion cysten,

3. Hotation and Heassignment: The present igency methnd for
handling rotation and renssignment is nelther effective nor
efficient, An employee vho desires to change jobs either because
of diseatisfaction with the currsnt assignment or to brosden his
experience cen take any cne of the following stens:

2. U0 Lo the Pereomnel (Office and ask for z reasgizmment,
The Personnel Cffice then "shops® the file. R "shopped” fle
is usually regerded with suspicion. Tf the employee is
waluable, his supervieor will insist upon & replacexzent before
release., If he is nct, ihe supervisor may be leas than accurate
in avaluating the emplvyus'a performance in order to gst rid
of hi
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b, o to the office Career Service Beard and ask for a
transfer. Thiz uwsually results in "resasignment by megotiation™
and once agein the quality of the employee will affect the case
of the transfer.

¢. (o to friends in other offices and seek a new assign-
ment in that {fashion.

Acturlly, none of the steps enumerated sre satisfactory
for professional persennel. Step a. is one that should always be
used for clerical personnel, UStep b, is one that should work for
prefessional personnel if there was & proper approa¢h to the
“rotaticon" problem. Step c. is probably the most effective method
currently.

long~term career planning will solve much of the rotation
and reass!znment problem (see G, ),

One of the greatast faults, if not the greatest, is the
reassignment of employees returning from oversseas, Actually,
placement is sn incorrect term to use for the setion currently
taking place, =ith the exception of high-grade employees
returnees find themgelves in a position of shopping for a Job.
This is partly ttm mmnaihiliw of the Perponnel Office but

Returnees from overseas should know prior ito leaving for
“ashingtcn what their assigmment will be in headquarters. They
should be notified of the assignwent as long as a year, and not
less than 90 days, prior to return and told what steps they
should take should they wish to appeal the assignment. Further,
returmees should be afforded interviews with their desk of ficers
and branch chiefs upon return, should be able to turn to e
specific individual in Personnel for assistance in adninistrative
matters, should be formally debriefed, and women should be
specially interviewed by a high=level woman in Persconel.

L. Efficiency atings and Personnel Evaluation Heports:
Periodic snalysis of the e ectiveness of an employee's work is
eesential to sound persormmel maragement. It is essentlial that
these evaluation reports be auccurate and fair and be discussed
with the employse concerned., Such has not been the genersl rule
threughout the Agency. Too many of the supervisors are unwilling
to face the unpleasant task of telling an employee about mediocre
or unsatisfactory performance., Taking the easy way cut, they
give toc high evaluations, thus making more difficult the oroblem
of terminsting poor employecesn, There should be much more atten-
tion psid to Personnel Tvalumtion Reports by all supervisers, and
supervisors should be held responsible for incorrect reports. ‘Yo
transfer should be permitted until the employee's supervigor has
signed a PER on the employee, discussed it with the employae, and
the gainine supervisor has also resd and signed the PrR.
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5. Temmination: There appeara to be no problem concerned
with the processing of employees for termination,

The two problems relating to temmination are: too many
employees are leaving the Agency because they are dissatisfied
with their jobs; it is too difficult to terminate unsatisfactory
employees. The attrition of employees will be cut only by
developrment of a sound personnel relations program and a8 {areer
Service Progract.

Termination of unsatisfactory employees can be accomplished
smoothly only with appropriste use of personnel evsluation raports.
At the present time too many employees are leaving the Agency with
111 will engendered by poor personnel managenment.

f. Employee Henefits: “teps are currently being taken to
broaden the program of employee benefits, This is highly
desirable,

4. the group hospitalization program has finally been
expended to cover all amployees;

b, several formes of 1ife and accident insurance are now
available and as a result of the work of an Insurance Task
Force set up under the Career Service Board, there should
shortly be even broader coverage at less coet;

c. the Personnel Office can improve its work in pushing
claims of employees with the Buresu of Employees' Compsnsation
~-an educational program is probebly necespary to show DEC
" some of the conditions affecting employces peculiar to the
CIA. (4 statistical analyeis shows that in fisca} year 1953
the Agency presented 35 cames to the BEC; of these 26wre

4;/.\{“ e 1’? 666 approved, seven were rejected, and 6 are still pending;
el L

Fit g* ‘/ d. A poliey should be made and procedures established

25X1X8
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for the handling of benefits to the wives or families of both

" staff and contract-type personnel who are reported misszing in

~" the line of duty,

7. ‘dilitary Perscnnel: CIA's use of military personnel
leaves much to E'o' doaIraa, both from the Agency's viewpoint and
that of the military. 'Thers hams been a tendency throughout the
Agency to regard the military services as s "parsonnel® bank.
This has ree:lted in using military personnel in Jobs for which
they were not qualified and in which they were dissatisfied.
“urther, military personnel wers utilised in jobs which civilians
could perfom, thus violating the spirit if not the letter of the
CIZ agreement with the Department of lefense. The result is that
naa¥ly TO% of 211 =ilitary personnel are leaving the “gency with
8 poor opinion of the organisation, and rather than acting ws
#ood-will ambassadors for CIA in the military services, are bearers

- 1:5 -
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It is obviously important both from CIA's viewpolnt and
that of the military services that there be a careful utilization

of a number of qualified military personnel. But this utilisation

should be based on the following premlses:

a, that the jobs in which military personnel are placed

or st the minimum are those done squally well by civilian or
military personnslj .

b, that the military personnel aasigned to the Agency
should be composed prirmsrily of those individuals designated
{0 make intelligence a cereer;

¢, that assignment to CIA be known in the military
services as an aid to career advancement and one requiring -

25X1X8

the highest gqualificationsg

d. that supervisors af unitg having military personnel
are specially briefed on the proper use and supervision of
military persannql;

It should be recognized, of course, that in a predominantly

civilian organization such as CIA, it will be impossible to com-
pletely aliminate all friction between military personnel and
civilians, However, with a proper attitude on the part of all
sug;rviaors it will be possible to eventually win over mosi

mi

ary personnel assigned to the Agency as good-will ambasradors.

8. Women in the gﬁancy: There is no question but that the

Agency has neglected the problem of assisting women to make & carse

of Agency work. This is sufficliently indicated by the fact that
there are 39,27 women in the Agency and yet there is no woman in
the super grades, no woman is a G5-15, and only seven out of[ |
3=-1Ls are wman, and 35 out of[___ |GS-13s are women,

A women'e panel has been eatablished under the Carcer
“ervice Board to study this problem. Careful consideration
should be given to these recommendations in order to improve the
possibilities for women to make careers in CIA,

Basically, the following factors have affected the
carears of women in CIAj

a. =2 tendency on the part of the Personnel 0ffice to

regard women applicants as potential clerical rather than
professional employees regardless of whether they possesced
a ¢ollege degree or noti

. b, there is an inharent prejudice on the part of male

supervisorg--not pecullar to the ClA--ggainst advancing women
to positions of authority:
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¢+ The Personnel 2ffice has not watched out for the
interestes of women, and there has been no other conetituted
authority to do so,

%, Career Service Program: An inspection of the Personnel
Office must take into consideration the career service progran,
In simplest torms, the career service program was organized to
develop methods to encourage employees to make a carser with CIA.
In theory, the caresr service boards should devise policy and
methods; the Personnel Office should implement them. In practice,
the career service program has served to dissipate responsibility
for personnel management from both the Fersonnel Office and super-
visore by becoming involved in personnel cperations.

To put it bluntly, there would have been no reason for

YW, the establishment of a career service system had the Persomnel

\\‘ Office and the supervisors been properly discharging their
responeibilities for personnel management. There 1s no questien
but that since 1ts creation the Personnel 0Office has taken = more
alert and aggressive attitude toward many of the problems of
personnel management., But the present career service program
puts a sever cdrain on the time of the executive perscrnel in the
Apgency and ig not producing commensurate results.

4 separate report from the undersigned as Cheirman of the
1A Career Service ioard will make recommendations on the career
service system,.

TTle COHCLUSIONS

4, Tenerally aspeaking, the Personnel Nffice has performed a
satisfactory Jjob of personnel processing. Its recruitment efforts in the
tlerieal field have been commendable, deapite some weaknesses in promises
made to applicants, and probably ranks with the best in the government.,
“ecrultment of professional personnel by the Personnel ¢ffice has not beer
as well done. This can be attributed to lack of close coordination with
the opsrating offices; a natural tendency on the part of the operating
affices to try to recruit for themselves in the professional ranks; and the
inherent unattratiivensss of goverrment employment for high grade profes-
gionals,

iio There have been divided responsibilities in the handling of
personnel problems which have resulted in imefficient management. Elimina-
tion ef these divided responsibilities can result in eccnomy in use of
sanpowar. These divided responaibilities have been:

1. Duplication of personnel files at all levels, particularly
on the divisgion and branch level,

<. mployees cccupying personnel slots in the offices and
divisions are duplicating work which is the responsibility of
the Personnel Office,
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3+ Hesponsibility for personnel management {s now split
between the operating offices and the Personnel (ffice.

Ls The responsibility for personnel management is furtber
dissipated by the Caresr Service Boards.

Ce The individuals hendling personne]l matters in the Agency are
not sufficiently familiar with thc problems and peculisrities of the Agency.
This ie particularly true in the D/? area where operationsl considerations
and security are paramount. This will become increasingly important as the
bulk of mechanical personnel work stifts from staff to agent~type action,
ar inevitable result of the action stabilizing the size of the Lgency at its
present strength.

U« There is no queetion but that a classification system is
required. It is z2lsc agreed that the Civil Service wage scale is acceptable,
What is required is perhaps & classification system tailored exclusively to
the requirements of the £I4, There is also need for greater imaginetion in
the application of the system ans sufficlent flexibility to permit mohility
to meet changing situations.

For example, it is perfectly reascnable to establish a standard

v/ for each and every Agency componsent and installation. The 7/0 of the
25X1A6A [ |might inciude the following: ome GS-16, three G8-1%8, four

Ge-1hs, etc. A situation might arise when from an intelligence or paycho=-_

logleal warfare point of view it would be necessary to send to | | 25X1ABA

three (f-1f{s and seven 79-15s and, in fact, to have as many as double the

number of persone there as are on the regular 1/0. Obvicusly, the slots

from which themse persons were drawn would be Ieft open. This should be made

possible and easy to achieve, -

As a corollary, an individual should not have to sacrifice his
grade if it is in the intereste of the Agency to assign him to a position
slotted at a lower grade. If the reassignment is made bacause the individual
cannot hold & job of a higher grade, then there should be a demotion action.

£Ee Tt is high time this Agency reached maturity in recruiting fer
cover assignments. The basie cover plan for each project ahould include
precise steps for the establishment of the cover for each of the individuals
in the project. ‘¢ recruitment should be started until this cover plen has
been drawn up and approved.

Fo Processing for overseas travel is obviocusly best performed
centrelly in view of the amount of travel by Agency personnel and the
multiplicity of forms required. There are irndications that Central ‘ruoceseing
can improve its service and reduce the amount of work reguired of travellers
and thelr offices. The proceasing of returnees from overscas can als: he
improved,

- 16 =
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7. Personnel euthority is assumed at several levels of the fgency
and is not properly cesntralized. This can be attributed both to cumbersome
procedures and to the cermplications added by Career Service Hoards. Full
pergnnel authority should reside in the supervisore. The Personnel Nffice
‘should see that all supervieors are thoroughly cognizent with all perscnnel
regulations. Personnel actions should be simplifisd and streamlined to the
greatest poesible extent. Termination or demotion setione should be taken
only by office directors acting together with the Personnel Director.

He The relationship between the Personnel OFffice and other offices
of the Agency is not sufficiently close. As a result, there is =ome confusion
in nearly all phasee of personnel work--recrulting, placement, classification
and personnel management, Tt would appear that most of those difficulties afﬁﬂf
could be overcome by having one indivicual in the Personnel Office assigned ; 0
the responsibility for being the focal point for sach office's personnel
problems, This indivicdual should have close rapport with the Chief or S
Arsistant Ddirector and Administrative Personnel Officer of the office to
which assigned, should attend the appropriate Career Service Beard rmeetings
and should be able to get action from all Personnel O0fflee components. Ome
individual from the Personnel Office could probably handle several offices.

Those individusles from the Parsonnel Office who are assigned
to the individusl offices shounld be thoroughly trained in the work of the
office to which essigned. Thus, one sent to the DD/P offices should take
appropriate training courses, and those to the DD/I offices should avail
thenselves of intelligence courses, These coursss will not only glve thm
speaking acquaintance with the trade of their office, but will give an
insight into the type of irdividual best qualified to ply the trade. Further,
the officers asslined should thoroughly femiliarize themselves with every
position in their office, _fl

I. Relationas hetween thelég;sonnnl O0ffice and the “edical and ,z‘ ,
“ecurity Nffices are good, and there is every indication of close and
timely coordination between these thrase offices, ss there should be., liow=
ever, a wealness does exlist in that on occasion the Security and Yedieal
Offioes become deeply involved in personnel actions and usurp--probably
accidentally and unintentionally--the action of the Personnel Office by
discussing an employee's medical or security disqualifications with him,
Tt would save the Agency trouble if s1] rersoansl sctlions were discussed
with employees or applicants only by the Personnel {°fice. This would keep
the Medical and Security Offices--in this particular aspect of personnel
relations-~-in their correct role of purely fact-finding and serve to preserve
thelr anonymity. It would lessen debate bztween employee or applicant and
the Apenay over Medical or Security findinges inasmuch as the Personns]l Direc-
tor could safeguard the information. Further, it is the correct snd appropri-
ate function of the Personnel Diraector.

1V, RECOMMERDATIONS

A, ﬂacruit}ggz

1. & personnel officer (either from the Personnsl Office or the
Appro‘seaﬁisﬁkéreagé'm&/@bmwcm-wnmmgyo?ﬁenoseﬁr-!s interview
r
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with & potential empleyee, not only to brief the supervisor as Lo
what 4o say, but also te prevent any allegations by appllcanis as
to presumed promises, It is Surther suzgested that the Porsomnel

. Offics prepare a sheet of inmstructions that can be placed in front
of the supervisors during such interviews indicating what should

and should not bo sald to the applicant,

2e overy apnlieant ghould be advised, and should sign a stat
ment indieating that he has bewn so advised, that in order %o
qualify for a career in CIA the Agenay axpecta hinfher to aerve
vherever 1t is deorwd in the best interest of the service--with
personal considerations beln: given full consideration,

3+ lew procedures should be developed for recrultment of
indlvidugls to serve oversess 1n cover positions. Careful plans
should be made for sach individual covering: method of recrulte T
ment; direct applicstion to the cover organisation, whether official
or comrercial with covert assistance in securing a positiong proe
vigion foy tmmﬁ and brisfing sway from all CIA inst.auaticm;
2l

Le In view of the ceilin: placed on the Agency and the fact
that there are now only limited professional vacancies, it is
resormsinded that the Persommal Office stop all professioni’

reoruiting except by specific direction from the operatin office.
It i3 further memmmé that the gpeeific direction fror: the
operating ofTice be not by genaral catesory of individual ia&%rmi,
but where nossible by speclfic names of individuals to be g roseiad
eithar for vecruliment or Tor leads lor recrultment, It s Jurther
Fugcostad Lhat & cost analysis be wade perlodieally of t?m ef‘f‘nrm
for m‘f‘amsioml recruituent to insure it dwa not becorw o

_hibltively expensives 25X1A

5 A review should be made io determine whether the rractice

et s

-of sending reerulters| I

scholars i3 with the axpenditure,
6e Applicants should be adviged of rejections only by the

Persowal Office and reasons for pejection ghould be confined as

=mioh as poasihde to "there is no place in CIA for you &t this
time" .

ile Placesorybs

e For a simemonth soriod it la suupgested ihat the Personnel
Mfice adopt the poligy of alloving acguiring offices to *1tarviaw
clariesl employees before assignment,; and that assignment ho made
after such interviews only if muinally aeceptable, At the end of — .
a six-monts perlod an analysis should be nade to determine thether
this gysten reduces the rate of turmover of clerical employoes,

2s The 1/P, as a matter of priority, should immediatoly notify
avary staff employve overseas of hils or her next assignmnti.
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3. £fmployees returning from overseas zhould be procegsed with
the same degree of thorcughness as applicantes entering on Jduty,
ineluding: a discussion with an individual in their unit mot lower e
than Branch Chief; an interview with an Administrative 7{ficer to
assist in relocation; debriefing by Training or Uperations; a review
of their future with a Carser Service Officar,

e  Pramotion:

A new over-all Agency promotion policy should be developed
including 2 mystem of competitive promotions,

e f}rmnizatiom

1. #n sssistant Director for Jersonnel should be appointed as
. soon as posaible and glven full authority to mee that the personnel
poliecies of the Apency are carried out,

2. 2 Job mudit should be made on every individual in the sgency
located crganizationally outside the Peracnnel 2ffice who engeges in
&Ry percentaze of time on persommel work, and a determination made
88 to whether thit work should op should not be performed outsice
the Personnel ffice. It is further recommended that after this iy,
audit has been completed for the Agency, 2 statement or reg-lation
he preparad, carefully delineating those functions to be performed
outeide the Permonnel ffice from those performed by the office
itself.

3. If recommendation "2, (above) is implemented, it is suggested
that all slots eliminated as a result of this survey, whether from
the Personnel Office or opcrating conponents, be placed in the
Director's raserve pool. Thia recommendation is based on the con-
viction that if the offices are a8ilowed to kesp these slots they
will be utilized in existing operations or projects with no
apprecisble saving to the Agency in manpower or efficiency, but
that 4f they ara placed in the Pirectorts reserve pool the slote
can be resllscatad for new and urgent projects,

ke Each office should have & personnel officer charged with
all aspects of personnel management. These officers should he
tralned in personnel matters, either selected by ¢r with the
concurrence of the Parsonnel Office, and should be in close and
constant contact with the iersonnel Office, working together uith
that office as a tean,

5. Only two individuals in the Agency should be authorired
to advise =n employee of a Personnel Action~-the enployee's
imrediate sup:rior and the ‘ersonnel Director. The employes should
be allowed the right of appeal from an unfavorable action {terming-
tion, demntion, unwanted transfer) first to his immediate superior,
next to the Persgnnel Office, and fimally to the Inspeetor Gereral
-~-in that mrder«%bg} discusaion direc “iﬁﬁ, he fecurity and
Yedical Offices should be discauragod.% ‘ 3

a . gy £ b d A
~ Q’E%ya}&f ddt
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he  Proo £t

ls ‘imch employee enierin; on duly should be given a form
indieating all procesgin: and initial indootrination he i= to go
threughe This form should be enrrled by the smployes until he
completes this phase, It should be prepared Jeintly by tho Personnel
Offica, Medieal Office, leourity O0ffice, and Uffice of Training,

:
Qi t—

2« It iz recommended thut the Persommel Office Lo pere
mitted Lo keep persomnel files, that these files be much rmore

olosaly held than in the past, and made avallable only to the lewel
of Branch Chief awd abovej that all individuals allowed to review

a persomnel file be required to sign a record sheet so thoi there
will be a permanent record of all individuals who have hal accoas
to the information in the flles; that the files be allowed out of
the Personnel Office only for limited periods of time in each
instanse (1,04, 2h=iB hours); and that offices be permitted to

kesp only Pifis {Persemnal Dwalustion Reparts) and ERCs (Bwnloyee
Record Cards) for information on their employees,

3. 4 personnel relations or training offiger should expliain
to new employees who enter on duty something about the processing S
the Ageney, ete., to render the initial procesging less irmersonal. o

he Thel |should develop procedures for
forelrn travel that plsee tho absoluts minleum of work on the
individual or the operating component.

?' - hm’it‘ﬁ 52 H

e A survey should be made of all jobs haold by militery
porsormel to determine whether thz function is best perforaed by
military or clvilian, -

2« Supervisors with militery personnel under their jurise
diction should be carefully briefed on ihe handling of mllitary
persomel, with particular reference to the necessity for striet
Impartislity between civilians and military and for having the
military return to their services as vood-will ambasgsadors.

s Persomiel “Management:

i1, Immedliste steps should he taken to insure the oparation of
a system of realistie Fersommel Svaluation Raeportaz or Lfficlency
Aeports. These steps should include:

as eoducation of all supervisors on the role of the PO
and its importance for sound personnel managements

be policin: by the Persommal Office 1o insure thai
accurgte PERs are exeouted on easch aemployee periodically and
digcenssed with the employee.
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2. Training should devslo;f 56“.’{-16!1&1 courses for su pcrvim
and executives stressing personnel mesnagement. These courses .
should be compulsory for all supervisors from the level of Lranch e
Chief up. N

i

3. The Assistant Director for Persoanel should take stens
to inmure that the Personnel Cffice exisis solely to be of aervic/

ta other components of the Agency in personnel matters, and that
its accomplishments be viewed in that 1lizht,

o
i}‘ )

L. The Assiatant DNMrector of Personnel should be advised to
take immediate azction to canvzs the Agency for indlviduale
possessing some operating experience--on both the DD/P and N/l
sides~~vho are otherwise cualified for regular or rotationel Y
assignment to executive positions within the Personnel 0ifice. Oﬁ

The introduction of execntive level personnel within the Office’ Y
it7  of Personmel who have experienced phases of the operational life r%&#
; / of the fgency is a needad catalyet in order to join together \\" e
properly the /gency's personnel meds, management and understanding

of problems, %

Lyman B. Kirkpatrick
Inspector Ceneral

Approved For Release 2002/06/26 : Qlﬁ -RDP78- 04718A000700150005-5
FORME



A
i

;Approved:For Releﬁ_swb 2002/06/26 : CIA-RDP78-04718A0‘00700150005-5

i
v

CONFIDENTIAL

ANNEBXES TO PERSOWNEL STUDY (On file in 2ffice of Inspector Ceneral)

Tt
T.

v,

Ve

vrt.

VIIT,

Comments by all offices of CYA (including DI/P Staffs and “rea
Mivisions) on the Parsonnel (ffice and personnal problems,

teport of personnel positions organizationally located outsides 25X1
the Persornel 2ffice (7 July 1953),

Apency Fegulations
on Personnel matters,

Persomme]l Office forms and starndard forme shown to, or completed
by, applicante and individuals entering on duty.

Informetion and instruction materials used in the direction of
specislized recruitment (23 July 1963).

Sample of correspondence to applicants and individuale in srocess
for entrance on duty.

Test Batteries (specimen set)--tests regularly used in conrection
with selection and placement activities of the Personnel 07fice.

Survey report on lersomnel Procurement Division, :ffice of
Pergonnel, prepared by | | (30 april 19%3), 25X1A%9A

“aterisl on Persommel files,
rereconnel Office reorganization chart,
versonnel Office 1/ and tudget.

Hographical sketches of orincipal officers of the Personmel Dffice.

CONFIDENTIAL
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